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Figure 1 

Overall Conclusion  

The General Land Office (Office) followed applicable 
requirements while using the funds it was 
appropriated for the preservation and maintenance 
of the Alamo Complex in San Antonio.  

Remaining Appropriations .  For fiscal years 2016 
through 2021, the Texas Legislature appropriated the 
Office $136.0 million to preserve and maintain the 
Alamo Complex. As Figure 1 shows, the Office  had 
$46.4 million in remaining appropriations as of 
October 31, 2020. 

 

 
Future Plans.  In October 2020, the Of fice created a 
budget plan that identified planned Alamo Complex 
projects and their estimated costs. Those  planned 
projects were for the purpose of implementing the 
Alamo Master Plan, which describes the future vision , 
including preservation, of the Alamo Complex. 

Expenditures.  Most of the $81.8 million that the Office spent were for (1) planning 
and design services, (2) management of the Alamo Complex, and (3) purchase of 
property in the Alamo Complex.  

Accounts Receivable .  In addition to its remaining appropriations, the Office had 
an accounts receivable balance totaling $183,857 for prior payments to two 
contractors . The Office did not record part of that  balance in its accounting 
system. In addition, it did not invoice one contractor for mor e than two years or 
maintain  supporting documentation showing how the other contractor  used the 
advance funds the Office provided.  

The Officeõs Appropriations for the Alamo Complex  

 $135,953,644 Alamo Complex Appropriations  

ð $81,820,040 Expenditures 

ð $7,914,201 Outstanding Obligations  

+ $183,857 Accounts Receivable Balance 

 $46,403,260 Total Remaining Appropriations  

General Land Office Background for 
the Alamo Complex  

In 2011, the Texas Legislature granted t he 
General Land Office (Office) jurisdiction of 
the Alamo Complex. The Office is 
responsible for  the preservation, 
maintenance, and restoration of the Alamo 
Complex and its contents , as well as the 
protection of the historical and 
architectural integrity of the exterior, 
interior, and ground s.  

Alamo Complex.  The Alamo Complex 
consists of the historic area in San Antonio 
of the Alamo Church, Long Barrack, historic 
Alamo Plaza, Alamo Plaza buildings 
(includes the Crockett , Palace, Woolworth 
buildings),  1936 garden, Alamo Gift 
Museum, and the Alamo Hall and Alamo 
Research Library.  

The Office contracts with a non -profit 
corporation , Alamo Trust Inc. ,  to run the 
day-to-day management and operations of 
the Alamo Complex and assist with 
implementing the Alamo Master Plan.    

Alamo Master Plan.  The Alamo Master Plan 
was developed in September 2017 to 
conduct a comprehensive needs assessment 
for the  preservation and maintenance of the 
Alamo Complex, including necessary 
repairs. In addition, the plan identified the 
future vision  of the Alamo Complex and an 
evaluation of the costs related to 
recommendations for that future . 

Sources: Texas Natural Resources Code, 
Chapter 31, the General Appropriations Act  
(84th  Legislature), Alamo Master Plan, and 
the Officeõs contract with Alamo Trust Inc. 
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Alamo Complex Projects.  The Office implemented adequate monitoring controls 
of Alamo Complex projects to verify compliance with contract requirements. In 
addition, it provided support for the status of all 12 projects  the Office is funding  
related to the implementation of the Alamo Master Plan.  

Information Technology.  The Office had logical access controls over the Statewide 
Uniform Accounting System (USAS), which it uses to record its accounting 
information. Additionally , the Office ha d implemented general and application 
controls over its procurement system, BuySpeed.  

Alamo Project Challenges.  The Office encountered several challenges to 
completing various Alamo Complex projects within the initial timelines. Primarily, 
those challenges were caused by (1) the denial of a request for a permit to move 
the Alamo Cenotaph Monument (Cenotaph) to another  location and (2) the 
discovery of human remains during excavation in the Alamo Church within the 
Alamo Complex.  

Table 1 presents a summary of the findings in this report and the related issue 
rating s. (See Appendix 2 for more information about the issue r ating classifications 
and descriptions.)  

Table 1  

Summary of Chapters and Related Issue Ratings  

Chapter  Title  Issue Rating a 

1 The Office Prepared a Budget Plan Identifying Planned Projects for Certain 
Remaining Appropriations; However, It Should Strengthen Certain Processes for 
Accounts Receivables 

Medium 

2 The Office Used Appropriations for the Alamo Complex; However, It Should 
Ensure That Expenditures Are Paid for the Correct Amount and Reassess Its 
Practice of Charging Indirect Costs 

Medium 

3 The Office Monitored Its Alamo Complex Projects and Provided Support for the 
Status of All Alamo Master Plan Projects 

Low 

4 The Office Had Appropriate Information Technology Controls Over USAS and the 
Officeõs Procurement System 

Low 

5 There Are Several Challenges for the Officeõs Alamo Complex Projectsõ 
Objectives and Associated Timelines 

Not Rated 

a 
A chapter is rated Priority  if the i ssues identified present risks or effects  that if not addressed could critically affect the audited 

entityõs ability to effectively administer the program(s)/function(s) audited.  Immediate action is required to address the noted concern 
and reduce risks to the audited entity . 

A chapter is rated High if the i ssues identified present risks or effects that if not addressed could substantially affect the audited entityõs 
ability to effectively administer the program(s)/function(s) audited.  Prompt action is essential to address the noted concer n and reduce 

risks to the audited entity . 

A chapter is rated Medium if the issues identified present risks or effect s that if not addressed could moderately affect the audited 
entityõs ability to effectively administer  the program(s)/function(s) audited.  Action  is needed to address the noted concern and reduce 
risks to a more desirable level.     

A chapter is rated Low if the audit identified strengths that support the audited entityõs ability to administer the program(s)/function(s) 
audited or the issues identif ied do not present significant risks or effects that would negatively affect the audited entityõs ability to 
effectively administer the program(s)/function(s) audited . 

 

Auditors communicated a less significant issue separately in writing to Office  
management. 



An Audit Report on  
The General Land Officeõs Use of Appropriations for the Alamo Complex 

SAO Report No. 21-009 

 iii  

Sources: Texas Natural Resources Code, Section 31.451; cooperative and lease agreements; land and property deeds; contract de liverable reports, 
and other contract supporting documentation.  

Figure 2 

Background on the Alamo Complex  

The Alamo Complex is located in downtown San Antonio. There are three  entities 
responsible for its current and future preservation and maintenance:  

ü The Officeñhas jurisdiction of the Alamo Complex and is respon sible for the 
preservation, maintenance, and restoration of the Alamo Complex and its 
contents, as well as the protection of the historical and architectural 
integrity of the exterior, interior, and grounds .  

ü City of San Antonio ñowns the Alamo Plaza area and is responsible for 
regulati ng the development surrounding the area.   

ü Alamo Trust Inc .ña non-profit , tax -exempt corporation organized for 
charitable and educational purposes to assist the Office in the preservation, 
management, education, maintenance, operation, and restoration of the 
Alamo Complex. 

Figure 2 provides a timeline of important milestones related to the Office and its 
responsibility for the Alamo Complex.   

  

  

Timeline with the Officeõs Milestones Related to the Alamo Complex as of October 31, 2020  
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Figure 3 provides a timeline of the estimated completion dates of the Officeõs 
ongoing and planned Alamo Complex projects.  

Figure 3    

 

 

 
Summary of Managementõs Response 

At the end of certain chapters in this report, auditors made recommendations to 
address the issues identified during this audit.  The Office stated that it agreed 
with the recommendations in this report.  

After review and consideration of the Officeõs responses, auditors included a 
foll ow-up comment on pages 5-6 to provide clarification regarding the amount for 
outstanding obligations in the report.  

  

Timeline of Estimated Completion Dates of the Officeõs Ongoing and Planned Alamo Complex 

Projects  As of October 31, 2020  a 

Source: The Officeõs project schedules. 

a The dates presented in this fi gure are estimates and are subject to change based on the challenges discussed in 

Chapter 5.  
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Audit Objective s and Scope 

The objectives of this audit were to:   

ü Determine whether the Office õs use of appropriations for the preservatio n 
and maintenance of the Alamo Complex followed applicable requirements. 
This will include a review of select expenditure categories.  

ü Identify selected financial information related to the appropriations to the 
Office for the Alamo Complex, including:  

o Expenditures. 

o Budget plan for remaining appropriations . 

o Remaining appropriation and accounts receivable balances.  

ü Report on the Officeõs current objectives and timelines for the completion 
of the Alamo Complex project and identify any related threats to the 
objectives  and timeline.  

The scope of this audit covered the Officeõs processes and controls related to 
expenditures and other financial information for the preservation and maintenance 
of the Alamo Complex; Alamo Complex contracts , timelines , future plans ; and 
contract monitoring  documentation from September 1, 2015, through October 31, 
2020.  
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Sources: General Appropriations Act s (84th, 85th, and 86th Legislatures ) for appropriations; Uniform Statewide Accounting 
System data for expenditur es and revenues; contract amounts less expenditures for outstanding obligations; and the Officeõs 

accounts receivable tracking sheet and related contracts for accounts receivable s. 

Figure 4 

Detailed Results 

Chapter 1 

The Office Prepared a Budget Plan Identifying Planned Projects for 
Certain Remaining Appropriations; However, It Should Strengthen 
Certain Processes for Accounts Receivables  

For fiscal years 2016 through 2021, the Texas Legislature appropriated the 
General Land Office (Office) a total of $136.0 million to preserve and 
maintain the Alamo Complex in San Antonio. That amount includes $75.0 
million appropriated in fiscal year 2018 to implement the Alamo Master Plan, 
which includes five main goals for the future of the Alamo Complex (see 
Chapter 3 for more information about those goals). As of October 31, 2020, 
the Office (1) had spent $81.8 million, (2) had $7.9 million in outstanding 
obligations related to 10 ongoing contracts, including design services for 
Alamo Complex projects and a lease agreement, and (3) had a $183,857 
accounts receivable balance. As a result, the Office had $46.4 million in 
remaining appropriations (see Figure 4).  

 

  

                                                             

1 The risk related to the issues discussed in Chapter 1 is rated as Medium because issues identified present risks or effects that if 
ƴƻǘ ŀŘŘǊŜǎǎŜŘ ŎƻǳƭŘ ƳƻŘŜǊŀǘŜƭȅ ŀŦŦŜŎǘ ǘƘŜ ŀǳŘƛǘŜŘ ŜƴǘƛǘȅΩǎ ŀōƛƭƛǘȅ ǘƻ ŜŦŦŜŎǘƛǾŜƭȅ ŀŘƳƛƴƛǎǘŜǊ ǇǊƻƎǊŀƳόǎύκŦǳƴŎǘƛƻƴόǎύ ŀǳŘƛǘŜŘΦ  
Action is needed to address the noted concern and reduce risks to a more desirable level. 

Chapter 1 
Rating:  

Medium 1 
 
 

Remaining Alamo Complex Appropriations as of October 31, 2020  

a This amount includes actual revenues deposited in the Alamo Complex Account Fund as of October 31, 2020, rather than 

the estimated revenues to be earned from the Alamo Complex allocated in the General Appropriations Acts for the 84th, 
85th, and 86th Legisl atures. This amount also includes regular appropriations  in the General Appropriations Acts , which are 
not estimated, through the end of fiscal year 2021 (August 31, 202 1). 
b The total outstanding obligations amount does not include any outstanding obligations for operational costs to the Alamo 

Complex operator because payments for those costs are based on a management fee structure that fluctuates based on 
total funds deposited into the Alamo Complex Account during the preceding month less costs for  the property manager of 
the Alamo Plaza buildings.  The Office paid the Alamo Complex operator $3,984,407 between September 1, 2019, and 
October 31, 2020. In addition, total outstanding obligations does not include planned contracts or amendments that hav e 
not been executed as of October 31, 2020.  
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Sources: General Appropriations Acts (84th, 85th, and 86th Legislatures) for appropriations; Uniform Statewide Accounting Sys tem data 
for expenditures  and revenues; contract amounts less expenditures for outstanding obligations; and the Officeõs accounts receivable 
tracking sheet and related contracts for accounts receivable s. 

Currently, there are two main sources of revenue related to the Alamo 
Complex that include appropriations from (1) the Economic Stabilization 
Fund (fund 0599) for Alamo Complex projects to implement the Alamo 
Master Plan, and (2) the Alamo Complex Account Fund (fund 5152) for 
maintenance and operation of the Alamo Complex. Figure 5 shows the 
components for the remaining appropriations (as noted in Figure 4) by fund. 

Figure 5 

 

 
The Office prepared a detailed b udget plan that identified planned Alamo 
Complex projects for remaining Alamo Master Plan appropriations . 

In October 2020, the Office created a budget plan based on its estimate of 
the remaining Alamo Master Plan appropriations from the Economic 
Stabilization fund. That budget plan identified funds remaining and 
prioritized the use of those funds by future planned projects. In that plan, the 
Office estimated the future costs for the following: 

Alamo Complex Remaining Appropriations by Fund as of October 31, 2020  

a This amount includes actual revenues deposited in the Alamo Complex Account Fund as of October 31, 2020, rather than the estimated 
total revenues included in the General Appropriations Acts for the 84th, 85th, and 86th Legislatures.  
 
b The total outstanding obligations amount does not include any outstanding obligations for operation al costs to the Alamo Complex 
operator because payments for those costs are based on a management fee structure that fluctuates based on total funds deposi ted into 
the Alamo Complex Account during the preceding month less costs for the property manager of the Alamo Plaza buildings. The Office 
paid the Alamo Complex operator $3,984,407 between September 1, 2019 , and October 31, 2020.  
 
c The total outstanding obligations do not include planned contracts or amendments that have not been executed as of October 31 , 2020. 
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Á Design, engineering, and construction of the new Collections building. 

Á Remaining preservation and restoration of the Alamo Church and Long 
Barrack. 

Á Re-creation of an 18-pound cannon.  

Á Project management expenses. 

The Office created the budget plan to assess and prioritize the remaining 
projects after the Texas Historical Commission denied the permit request to 
relocate the Alamo Cenotaph Monument (see Chapter 5 for more 
information about the proposed relocation of the Cenotaph). Texas Natural 
Resources Code, Section 31.0515, requires the Office to prepare an annual 
budget and work plan, and the budget plan for the Alamo Complex meets 
that requirement. 

Prior to creating the budget plan, the Office relied on its Legislative 
Appropriations Requests2 for its budget for all funds for Alamo Complex 
projects. However, the OffƛŎŜΩǎ Legislative Appropriations Requests did not 
contain project details.   

The Office did not record accounts receivable balances for two contractors in 
its accounting system, and it did not maintain invoices supporting how one 

contractor spent advance f unds or make timely requests for refunds . 

Typically, the Office pays its contractors for goods or services received and 
ǿƻǳƭŘ ƴƻǘ ƘŀǾŜ ŀ ǊŜŦǳƴŘ ŘǳŜ όǿƘƛŎƘ ƛǎ ŎƭŀǎǎƛŦƛŜŘ ŀǎ ŀ άǊŜŎŜƛǾŀōƭŜέύ ŦǊƻƳ ǘƘŜ 
contractors for prior payments processed. As of October 31, 2020, however, 
the Office had an accounts receivable balance of $183,857 for refunds from 
prior payments it made to two contractors. The Office of the Comptroller of 
Public AccountsΩ ƎǳƛŘŜƭƛƴŜǎ ǊŜǉǳƛǊŜ agencies to record accounts receivables 
in their accounting system. However, the Office did not record $98,857 (or 54 
percent) of that accounts receivable balance in its accounting system. 
Specifically: 

Á The Office paid its property management contractor two separate 
advances totaling $140,000 at the start of its contract in 2015. That total 
included: 

Ê An advance for $85,000 for reoccurring start-up costs that the 
contractor is required to refund to the Office upon the termination of 
the contract. The Office tracked this in its accounting system. 

                                                             
2 Legislative Appropriations Requests for the General Appropriations Acts (84th, 85th, and 86th Legislatures). 
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Ê An advance of $55,000 for one-time start-up costs, for which the 
contractor was required by the contract to submit invoices showing 
how those funds were spent. In addition, the contractor was required 
ǘƻ ǊŜŦǳƴŘ ǘƻ ǘƘŜ hŦŦƛŎŜ ŀƴȅ ŀƳƻǳƴǘ ƴƻǘ ǎǇŜƴǘ άŀǎ ǎƻƻƴ ŀǎ ǇǊŀŎǘƛŎŀƭΦέ 
However, the Office did not have any invoices from the contractor for 
the $55,000. Without invoices or other supporting documentation, 
the Office cannot determine whether the $55,000 was spent for 
Alamo Plaza buildings or if it is due a refund from the contractor. In 
addition, the Office did not record this advance in its accounting 
system to ensure it was formally tracked and the receivable balance 
was appropriately reduced when support was received. 

Á The Office had a $43,857 receivable balance for the non-profit contractor 
managing the Alamo Complex that it tracked in a document outside the 
hŦŦƛŎŜΩǎ ŀŎŎƻǳƴǘƛƴƎ ǎȅǎǘŜƳΦ !ǎ ƻŦ hŎǘƻōŜǊ омΣ нлнлΣ ǘƘŜ hŦŦƛŎŜ ƘŀŘ ƴƻǘ 
invoiced that contractor for more than two years for a refund of 
unallowable expenditures that the Office reimbursed the contractor in 
error. For example, those expenditures included payments for legal and 
accounting fees that are not allowed to be reimbursed, according to the 
hŦŦƛŎŜΩǎ ŀƎǊŜŜƳŜƴǘ ǿƛǘƘ ǘƘat contractor. However, the Office deducted 
the receivable balance from the management fee in November 2020 
after auditors requested documentation related to that balance. 

Recommendations  

The Office should: 

Á Record all receivables, including advanced funds and refunds due to the 
Office, in its accounting system. 

Á Obtain and maintain support for payments associated with its contracts.  

Á wŜǾƛŜǿ ƛǘǎ ŎƻƴǘǊŀŎǘƻǊǎΩ ŜȄǇŜƴŘƛǘǳǊŜǎ ŦƻǊ ŀƭƭƻǿŀōƛƭƛǘȅ ǇǊƛƻǊ ǘƻ ǇŀȅƛƴƎ ŦƻǊ 
them. 

Á Invoice its contractors for receivables in a timely manner. 
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Managementõs Response - General 

The Office agrees with the recommendations and is currently complying with 
them. The Office will strengthen policies and review policies over the 
remainder of the fiscal year for areas that can be strengthened to codify 
current practices and look for ways to reduce human error. Almost all the 
examples in this audit reflect issues during a unique time period where Texas 
General Land Office (GLO) staff performed urgent work to improve 
compliance and functionality of the vendor. While these circumstances are 
rare, the GLO will look for ways to improve through strengthened policies and 
procedures in the unlikely event that such a situation ever re-occurs.  

It is also important to the GLO to point out a distinction with the remaining 
funds listed in this report. While the numbers listed are factual, they do not 
represent the amount of funds which are available to cease expending. The 
Office may have $46.4 million of reƳŀƛƴƛƴƎ ŀǇǇǊƻǇǊƛŀǘƛƻƴǎ άƻƴ ǇŀǇŜǊΣέ 
however, these funds are largely accounted for and some are required to be 
used to continue to maintain and operate the Alamo on a daily basis. The 
actual amount of unobligated funds that the Office has is $8.6 million in 
remaining appropriations from the Economic Stabilization Fund (0599) that 
should be obligated by the end of fiscal year 2021. This report excludes: 

Á ¢ƘŜ ǇƭŀƴΩǎ Ϸмр Ƴƛƭƭƛƻƴ ŘŜǎƛƎƴŀǘŜŘ ŦƻǊ ǘƘŜ ƴŜǿ ŎƻƭƭŜŎǘƛƻƴǎ ōǳƛƭŘƛƴƎ ǘƻ 
house the Phil Collins Alamo Collection. Not using these funds could 
ƛƴƘƛōƛǘ ǘƘŜ {ǘŀǘŜΩǎ ŀōƛƭƛǘȅ ǘƻ ǊŜǘŀƛƴ ǘƘŜǎŜ ŀǊǘƛŦŀŎǘǎΦ 

Á $5 million in the Alamo Complex Account (5152) that is used for daily 
operations. These funds will likely be used as revenue continues to remain 
low due to the COVID-19 pandemic.  

Á $11.6 million in imminent contracts for the Church and Long Barrack 
restoration. 

Á $2.4 million in various Alamo Plan approved projects coordinated by 
Alamo Trust including items such as permanent purchase of fencing to 
protect the Cenotaph and other areas of the Alamo Complex during 
protests and other events.  

Á $500,000 in additional pre-construction project management costs.  

Auditor Follow -Up Comment   

The amount for outstanding obligations in the report represents the actual 
contract amounts less expenditures. Therefore, auditors did not include 
anticipated contracts or amendments that had not been executed as of 
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October 31, 2020. In addition, it does not include outstanding obligations for 
operational costs to the Alamo Complex operator, because payments for 
those costs are based on a management fee structure that fluctuates.  

Managementõs Response ð Specific Recommendations  

Record all receivables, including advanced funds and refunds due to the 
Office, in its accounting system. 

The Office agrees with this recommendation and is currently complying with 
it.  

In 2015, the Office advanced funds to a vendor due to an urgent need. This is 
not normal procedure and the Office is currently updating policy to reflect this 
reality. In the future, advance funds will only be distributed to a vendor in an 
emergency, as determined by the Chief Clerk, such as the natural disasters 
that the GLO frequently responds to. All receivables, advanced funds and 
refunds due to the Office will be booked in the GLO accounting system. While 
this is current practice, policy will be codified and implemented on April 1, 
2021. 

The second example is a $43,857 receivable balance associated with the non-
profit contractor managing the Alamo Complex that it tracked in a document 
ƻǳǘǎƛŘŜ ǘƘŜ hŦŦƛŎŜΩǎ ŀŎŎƻǳƴǘƛƴƎ ǎȅǎǘŜƳΦ ¢Ƙƛǎ ŀƳƻǳƴǘ ǿŀǎ ŦƻǳƴŘ ŀǎ ŘǳŜ ǘƻ ǘƘŜ 
GLO during a thorough review of Alamo finances directed by the 
Commissioner in January 2018. There was an urgent need for GLO staff to 
take over the financial functions from the vendor and invoice the vendor for 
amounts due. This urgent need was tracked on an excel spreadsheet and 
invoiced in December 2018. The Chief Executive Officer for the vendor 
disputed the amount. GLO planned to reduce this amount due from the 
ǾŜƴŘƻǊΩǎ ƳƻƴǘƘƭȅ ŘƛǎōǳǊǎŜƳŜƴǘΣ ƘƻǿŜǾŜǊ ƛǘ ǿŀǎ ƴƻǘ ŎƻƳǇƭŜǘŜŘ ƛƴ ŀ ǘƛƳŜƭȅ 
manner. GLO will strengthen policies around collecting funds that are due but 
disputed by vendors and implement this policy on April 1, 2021. 

Implementation: April 1, 2021 

Contact: Chief Financial Officer 

Obtain and maintain support for payments associated with its contracts.  

The Office agrees with this recommendation and currently complies with it. 
The first example given relates to the same urgent need from 2015. This 
incident involved an advance of $55,000 for one-time start-up costs 
ŀǎǎƻŎƛŀǘŜŘ ǿƛǘƘ ǘƘŜ hŦŦƛŎŜΩǎ ŀŎǉǳƛǎƛǘƛƻƴ ƻŦ ǘƘǊŜŜ ōǳƛƭŘƛƴƎǎ ƻƴ !ƭŀƳƻ tƭŀȊŀΣ ŦƻǊ 
which the contractor was required by the contract to submit invoices showing 
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how those funds were spent. While the Office was unable to find proper 
documentation of the start-up costs, the Office is confident that the funds 
ǿŜǊŜ ǳǎŜŘ ǇǊƻǇŜǊƭȅ ōŀǎŜŘ ƻƴ ǘƘŜ ǾŜƴŘƻǊΩǎ ǇŜǊŦƻǊƳŀƴŎŜΦ ¢ƘŜ D[h ōŜƭƛŜǾŜǎ ǘƘƛǎ 
is an example of human error. The GLO will do a review of current policies to 
identify if there is a way to strengthen policy to remove such errors in the 
future. Additionally, this was an error made in calendar year 2015. The 
agency has long had polices to obtain and maintain support for payments 
associated with its contracts.  

Implementation: September 1, 2021 

Contact: Chief Financial Officer 

wŜǾƛŜǿ ƛǘǎ ŎƻƴǘǊŀŎǘƻǊǎΩ ŜȄǇŜƴŘƛǘǳǊŜǎ ŦƻǊ ŀƭƭƻǿŀōƛƭƛǘȅ ǇǊƛƻǊ ǘƻ ǇŀȅƛƴƎ ŦƻǊ 
them.  

The Office agrees with this recommendation and has long followed this 
practice. The example in this audit reflects a unique situation which led to the 
$43,857 due from the vendor. The GLO will do a review of current policies to 
identify if there is a way to strengthen policy to remove such errors in the 
future. Additionally, the GLO has strengthened its practices for invoice review 
at the Alamo since the time this amount due was created. First, in January 
2019, the Office began a new, multi-level review process that included staff, 
the Deputy Chief Financial Officer, and the Chief Financial Officer in the 
approval process. Second, in July 2019, a new contract structure was put in 
place on a revenue-based model rather than a reimbursement basis. Some 
Master Plan expenses remain on a reimbursement basis and are still 
thoroughly reviewed under procedures implemented in July 2019. Still, the 
Office will review policies to ensure that these standard practices are codified 
in policy over the remainder of the fiscal year. 

Implementation: September 1, 2021 

Contact: Chief Financial Officer 

Invoice its contractors for receivables in a timely manner. 

This recommendation is based on a $43,857 receivable balance associated 
with the non-profit contractor managing the Alamo Complex that it tracked 
ƛƴ ŀ ŘƻŎǳƳŜƴǘ ƻǳǘǎƛŘŜ ǘƘŜ hŦŦƛŎŜΩǎ ŀŎŎƻǳƴǘƛƴƎ ǎȅǎǘŜƳΦ ¢Ƙƛǎ ŀƳƻǳƴǘ ǿŀǎ ŦƻǳƴŘ 
as due to the GLO during a thorough review of Alamo finances directed by the 
Commissioner in January 2018. There was an urgent need for GLO staff to 
take over the financial functions from the vendor and invoice the vendor for 
amounts due. This urgent need was tracked on an excel spreadsheet and 
invoiced in December 2018. The Chief Executive Officer for the vendor 
disputed the amount. GLO planned to reduce this amount due from the 
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ǾŜƴŘƻǊΩǎ ƳƻƴǘƘƭȅ ŘƛǎōǳǊǎŜƳŜƴǘΣ ƘƻǿŜǾŜǊ ƛǘ ǿŀǎ ƴƻǘ ŎƻƳǇƭŜǘŜŘ ƛƴ ŀ ǘƛƳŜƭȅ 
manner. GLO will strengthen policies around collecting funds that are due but 
disputed by vendors and implement this policy on April 1, 2021. 

Implementation: April 1, 2021 

Contact: Chief Financial Officer 
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Alamo Complex Expenditures by Category as of October 31, 2020 

Sources: Auditors used professional judgment to categorize expenditures using the Uniform Statewide Accounting System õs accounting 

codes and the Officeõs contracts with vendors to identify the scope of services. 

 

Figure 6 

Chapter 2 

The Office Used Appropriations for the Alamo Complex; However, It 
Should Ensure That Expenditures Are Paid for the Correct Amount and 
Reassess Its Practice of Charging Indirect Costs  

As of October 31, 2020, the Office had expended $81.8 million of its Alamo 
Complex appropriations, with most of those expenditures being for  
(1) planning and design services, (2) management of the Alamo Complex, and 
(3) the purchase of property in the Alamo Complex.   

The Office used its appropriations for allowable purposes as defined in 
Chapter 31 of the Texas Natural Resources Code and the General 
Appropriations Acts (84th through 86th Legislatures). The Office has 
interpreted the requirements governing Alamo Complex appropriations to 
include indirect costs for administering the program. Figure 6 shows the 
funds that the Office expended by category of expense.4 

  

 

  

                                                             
3 The risk related to the issues discussed in Chapter 2 is rated as Medium because issues identified present risks or effects that if 
ƴƻǘ ŀŘŘǊŜǎǎŜŘ ŎƻǳƭŘ ƳƻŘŜǊŀǘŜƭȅ ŀŦŦŜŎǘ ǘƘŜ ŀǳŘƛǘŜŘ ŜƴǘƛǘȅΩǎ ŀōƛƭƛǘȅ ǘƻ ŜŦŦŜŎǘƛǾŜƭȅ ŀŘƳƛƴƛǎǘŜǊ ǇǊƻƎǊŀƳόǎύκŦǳƴŎǘƛƻƴόǎύ ŀǳŘƛǘŜŘΦ  
Action is needed to address the noted concern and reduce risks to a more desirable level. 

4 Auditors used professional judgment to group the amounts in Figure 6 based on object codes and contracts as noted above. 
As a result, the amounts in Figure 6 are not intended to match the expenditure category totals listed in Table 5 in Appendix 4 
because they are grouped differently. 

Chapter 2 
Rating:  

Medium 3 
 
 

a The percentage for total operational expenditures is 28.6%.  
b The expenses charged to this category were for the following costs or fees paid to the Alamo Complex operator: (1) operations  

and overhead, $6,974,070, (2) Alamo Complex operator payroll,  $6,806,588, (3) management fees, $3,984,407, (4) purchases of 
property such as furniture and equipment, $1,404,750, and (5) maintenance, $740,524.  
c The total expenditures in the subcategories do not total $81,820,040 due to rounding.  
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Expenditures  

Auditors tested a total of 90 expenditures, including 30 expenditures 
selected based on risk and 60 expenditures selected randomly. The Office 
ensured that those expenditures were supported, accurate, approved, paid 
in the correct amount, and used for the purposes defined by Chapter 31 of 
the Texas Natural Resources Code and Rider 16b, page VI-31, General 
Appropriations Act (85th Legislature).  According to those state 
requirements, funds appropriated for the Alamo Complex must be used only 
for the preservation, maintenance, and operation of the Alamo Complex (see 
discussion on next page for more details).   

Only one of the expenditures tested was not paid for the correct amount.  
That expenditure, which auditors selected based on risk, was underpaid by 
ϷнΣтсмΦ ¢ƘŜ hŦŦƛŎŜΩǎ ǇƻƭƛŎƛŜǎ ǊŜǉǳƛǊŜŘ ǘƘe Office to review the reimbursement 
requests to verify that all costs were supported and accurate. At the time the 
payment for that expenditure was processed, the Office asserted that it had 
taken over the accounting function from the non-profit contractor managing 
the Alamo Complex (from January 2018 through July 2019).  As a result, the 
Office was responsible for calculating the amount of payment owed to that 
same contractor rather than the contractor initially calculating the payment 
amount itself. This process resulted in a lack of separation of duties between 
the contractor and the Office.  

Additionally, this process resulted in the contractor having a reduced ability 
to identify any underpayments by the Office. It is important to note that this 
process was changed in July 2019 when a new contract was executed 
between the Office and the contractor. 

Indirect Cost s 

Of the $81.8 million in Alamo Complex funds the Office expended between 
September 1, 2015, and October 31, 2020, $1.6 million (2 percent) were for 
indirect administrative costs.  

Indirect administrative costs do not directly relate to the Alamo Complex, but 
ƛƴǎǘŜŀŘ ŀǊŜ Ŏƻǎǘǎ ǊŜƭŀǘŜŘ ǘƻ ǘƘŜ hŦŦƛŎŜΩǎ ŎŜƴǘǊŀƭ ŀŘƳƛƴƛǎǘǊŀǘƛǾŜ ŦǳƴŎǘƛƻƴǎΣ ǎǳŎƘ 
as its information technology, finance, and government relations 
departments.  

The Office performs a biannual allocation process to  allocate  indirect costs to the Alamo 

Complex.  This process consists of the following actions:  

Á Estimating the total amount of indirect costs for the entire Office for the 
upcoming biennium.  



 

An Audit Report on the General Land Officeõs Use of Appropriations for the Alamo Complex 
SAO Report No. 21-009 

January 2021 
Page 11 

Á Identifying the maximum amount of indirect costs each appropriated 
program will support. 

Á Allocating indirect costs to each appropriated program equal to or less 
than the maximum amount identified. 

Á Charging against the appropriated programs as indirect costs for all 
payments of goods and services initiated in the central administrative 
functions. 

Á Making adjustments to the overall allocations as needed throughout the 
biennium. 

The Office has interpreted the requirements governing Alamo Complex 
appropriations to include indirect costs for administering the program. 
Specifically:  

Á Alamo Complex Account Fund.  Texas Natural Resources Code, Section 31.454, 
states that money in the Alamo Complex Account may be ǳǎŜŘ άonly to 
administerέ ǘƘŜ ǇǊŜǎŜǊǾŀǘƛƻƴ ŀƴŘ ƳŀƛƴǘŜƴŀƴŎŜ ƻŦ ǘƘŜ !ƭŀƳƻ ǇǊƻƎǊŀƳΦ 
This statute is referenced in the General Appropriations Acts for the 84th 
through 86th Legislatures,5 which state that appropriations for the Alamo 
/ƻƳǇƭŜȄ ŀǊŜ ƻƴƭȅ άfor the purposes authorizedέ in the Texas Natural 
Resources Code.  

Á Economic Stabilization Fund.  Rider 16b, page VI-31, General Appropriations 
Act (85th Legislature) states that funds appropriated for the 
implementation of the Alamo Master Plan and for the preservation, 
ƳŀƛƴǘŜƴŀƴŎŜΣ ŀƴŘ ƻǇŜǊŀǘƛƻƴ ƻŦ ǘƘŜ !ƭŀƳƻ ŀƴŘ ǘƘŜ !ƭŀƳƻ /ƻƳǇƭŜȄ άmay 
not be transferred or used for any other purposeΦέ  

The Office began allocating indirect costs to the Alamo Complex in fiscal year 
2018.  

The Office does not perform an analysis to determine whether costs associated with 
central administrative functions can be directly attributed to an appropriated program . 
Instead, the Office considers all expenses incurred by its administrative 
functions to be indirect. 

Of the 90 total expenditures tested, 29 expenditures paid from Alamo 
Complex appropriations were charged as indirect costs incurred by central 
administrative functions. Of those 29 expenditures:  

                                                             
5 Rider 17, page VI-30, General Appropriations Act (84th Legislature); Rider 16a, page VI-31, General Appropriations Act (85th 

Legislature); and Rider 16a, page VI-31, General Appropriations Act (86th Legislature).  
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Á Four expenditures appear to directly relate to other programs. For 
example, copier fees for the Texas State Veterans Cemeteries and travel 
expenses for meetings to discuss Coastal Barrier System funding options 
were charged as indirect costs.  

Á Twenty-five expenditures were for general costs that were not 
attributable to direct programs.  

Charging costs as indirect to the Alamo Complex that could be directly 
ŀǘǘǊƛōǳǘŜŘ ǘƻ ŀƴƻǘƘŜǊ ǇǊƻƎǊŀƳ ǊŜŘǳŎŜǎ ǘƘŜ hŦŦƛŎŜΩǎ ŀōƛƭƛǘȅ ǘƻ ƳŜŜǘ ǘƘŜ 
purposes defined in the Texas Natural Resources Code and General 
Appropriations Acts for those appropriated funds. 

Recommendations  

The Office should: 

Á Ensure that it pays contractor invoices for the correct amount and 
obtains contractor agreement with any calculations it performs affecting 
payment amounts. 

Á Coordinate with the Legislative Budget Board regarding its practice of 
charging indirect costs to Alamo Complex appropriations.  

Managementõs Response  

Ensure that it pays contractor invoices for the correct amount and obtains 
contractor agreement with any calculations it performs affecting payment 
amounts. 

The example found that prompted this recommendation was due to unique 
circumstances with the vendor staff that prompted the Office to calculate one 
reimbursement amount for one of its contractors. This is not a standard 
practice of the Office and the Office is unaware of any other instance where 
this occurred.  

The GLO Chief Financial Officer met with the Chief Executive Officer of Alamo 
Trust Inc. to discuss all amounts due and the vendor did not dispute the 
calculation at the time. This also afforded the vendor the opportunity to 
review all amounts due. The GLO will address this recommendation by 
reviewing policy to strengthen procedures requiring written 
acknowledgements of such amounts due in the rare circumstance that GLO 
calculates reimbursements due to a vendor. 

Implementation: September 1, 2021 
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Contact:  Chief Financial Officer 

Coordinate with the Legislative Budget Board regarding its practice of 
charging indirect costs to Alamo Complex appropriations. 

The Office agrees with this and has always been complying with this practice 
as evidenced through a request to use funds in such a way in the Legislative 
Appropriation Request. The GLO does not receive any appropriations for 
administration such as General Counsel, Financial Management, Contract 
Management, or Information Technology Support. Instead, the funds that the 
Office receives are allocated in an equitable manner so that all the different 
Office program areas pay their fair share for all these indirect costs. This is 
outlined in Section 7A of the hŦŦƛŎŜΩǎ [ŜƎƛǎƭŀǘƛǾŜ !ǇǇǊƻǇǊƛŀǘƛƻƴ wŜǉǳŜǎǘΣ ŀǎ ƛǘ 
has been for several biennia. The Office has never received a question on this 
but can work with the Legislative Budget Board (LBB), as requested, and has 
already initiated conversations with the LBB on the matter.  Further, the 
enabling statute for this fund (Tex. Nat. Res. Code § 31.454(e)) states: 

The land office may use money in the account only to administer this 
subchapter, including to support the preservation, repair, renovation, 
improvement, expansion, equipping, operation, or maintenance of the 
Alamo complex or to acquire a historical item appropriate to the Alamo 
complex. 

The Office interprets this to allow the funds to be used for support functions 
such as the ones mentioned above.  

Additionally, it should be noted that in fiscal year 2021, the Office is not using 
any funds from 5152 to pay for support or Indirect Administration. This is not 
a change in policy. Instead, this is due to the revenue situation at the Alamo 
resulting from the COVID-19 pandemic. If directed by the legislature or the 
LBB, the Office could make this permanent. It should be noted that without 
an additional General Revenue appropriation, the Office would have to 
increase spending from the Permanent School Fund or the Veterans Land 
Board funds, or some combination thereof to pay for Indirect Administration 
(IA) at the agency. Cost allocations are reviewed by federal entities on a 
regular basis and the agency would not be able to increase the use of Federal 
Funds to pay for IA. The GLO will work with the LBB and implement any 
required changes in fiscal year 2022 (as the Office is not using Fund 5152 for 
IA in fiscal year 2021, due to lower revenues associated with the COVID-19 
pandemic). 

Implementation: September 1, 2021 

Contact: Senior Director for Budget and Planning  
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Chapter 3 

The Office Monitored Its Alamo Complex Projects and Provided 
Support for the Status of All Alamo Master Plan Projects  

The Office implemented adequate monitoring controls of Alamo Complex 
projects to verify compliance with contract requirements. In addition, it 
provided support for the status of all projects related to the implementation 
of the Alamo Master Plan that the Office is funding. 

Figure 7 identifies the five Alamo Master Plan goals and the entity or entities 
responsible for funding each goal. As Figure 7 shows, the Office (άTXGLOέ in 
Figure 7) has all or significant responsibility for goals 1 and 4; it is responsible 
for only a small portion of the work for goals 2 and 5; and is not responsible 
for goal 3.     

Figure 7 

  
 
 

                                                             
6 The risk related to the issues discussed in Chapter 3 is rated as Low because the audit identified strengths that support the 
ŀǳŘƛǘŜŘ ŜƴǘƛǘȅΩǎ ŀōƛƭƛǘȅ ǘƻ ŀŘƳƛƴƛǎǘŜǊ ǘƘŜ ǇǊƻƎǊŀƳόǎύκŦǳƴŎǘƛƻƴόǎύ ŀǳŘƛǘŜŘ ƻǊ ǘƘŜ ƛǎǎǳŜǎ ƛŘŜƴǘƛŦƛŜŘ Řƻ ƴƻǘ ǇǊŜǎŜƴǘ ǎƛƎƴƛŦƛŎŀƴǘ 
risks or effects that wouƭŘ ƴŜƎŀǘƛǾŜƭȅ ŀŦŦŜŎǘ ǘƘŜ ŀǳŘƛǘŜŘ ŜƴǘƛǘȅΩǎ ŀōƛƭƛǘȅ ǘƻ ŜŦŦŜŎǘƛǾŜƭȅ ŀŘƳƛƴƛǎǘŜǊ ǘƘŜ Ǉrogram(s)/function(s) 
audited.  

Chapter 3 
Rating:  

Low 6 
 

Source: The Alamo Master Plan approved by the Office and the City of San Antonio.  

Alamo Master 
Plan Goals 
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Figure 8 

a As noted in Figure 7, the Office is not responsible for any portion of goal 3 in the Alamo Master Plan.  
 

{ƻǳǊŎŜǎΥ ¢ƘŜ hŦŦƛŎŜΩǎ ǇǊƻƧŜŎǘ ǎŎƘŜŘǳƭŜǎΣ ǇǊƻƧŜŎǘ ŘŜƭƛǾŜǊŀōƭŜ ǊŜǇƻǊǘǎΣ Ŧƛƴŀƭ ǇǊƻƧŜŎǘ ǇŀȅƳŜƴǘǎΣ ŀƴŘ ōǳŘƎŜǘ Ǉƭŀƴ ǿƛǘƘ ŦǳǘǳǊŜ ǇǊƻjects. 

Alamo Master Plan Projects Funded by the Office 

Project Monitoring.  The Office monitored the key deliverables for the five 
contracts tested related to Alamo Complex projects. As part of its monitoring 
process, the Office (1) periodically met with the contractors, (2) used 
deliverable tracking documents, (3) obtained and reviewed detailed project 
schedules, and (4) performed site inspections to verify that goods and 
services were delivered within the timelines established in the contract.  

Project Statu s. Four of the five contracts tested were complete as of October 
31, 2020; the other contract was mostly complete and on-schedule to meet 
the contract deadlines. In addition, the Office provided sufficient support 
identifying the status of all 12 Alamo Complex projects. Of the total 12 Alamo 
Complex projects (auditors classified design and construction services as 
separate projects), 6 were complete, 2 were ongoing, and 4 were future 
projects as of October 31, 2020.  

Figure 8 summarizes the scope of work and status of Alamo Complex projects 
funded by the Office toward each Alamo Master Plan goal. 

 
   

 
 
 


